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Dr. Ruth H. Bullard, CPA
The University of Texas at San Antonio
San Antonio, Texas
In the management context the very con­
cept of communication has undergone a 
radical transformation, according to 
Raymond Miles.1 Communication is a 
broad term embodying many connota­
tions. Porterfield2 says that under tra­
ditional management communication was 
regarded exclusively as a control mecha­
nism. Messages were unilateral, generally 
downward, comprised of orders, direc­
tives, and commands, and preoccupied 
with limiting the discretion of lower eche­
lons.
The advent of human relations man­
agement altered this view of communica­
tions. The change was not so much in 
design as in implementation and execu­
tion. Managers were encouraged to ''sell” 
their orders and directives and diplomacy 
was to be used in implementing corrective 
actions.
In Herbert A. Simon's words, "it is 
obvious that without communication 
there can be no organization.”3 It is logical 
to assume then that communication is the 
undergirding of all managerial functions. 
We know that it has become an integral 
part of corporate policy and strategy. 
Eastern Airlines, for instance, recently 
announced a new position of Senior Vice 
President-Corporate Communications, 
The Chase Manhattan Bank has near the 
top of its organization hierarchy a position 
called Officer of Corporate Communica­
tions, and other organizations with execu­
tive positions responsible for overall 
communication include the General Elec­
tric Company, Chrysler Corporation, 
NASA, and B.F. Goodrich.
Should we, as professionals, concern 
ourselves with communication? What 
communicative skills, of the broad 
number embodied in the word communi­
cation, do we need? It is important that we 
are capable of effective communication if 
we are to obtain needed data and informa­
tion and in turn communicate the syn­
thesis of this data to others. Regardless of 
the field in which we are employed and/or 
the level at which we are currently 
functioning, it is important that we under­
stand something about effective com­
munication.
First, let us consider upward communi­
cation from subordinates. Upward com­
munication is essential to managers who 
have to obtain timely and accurate data 
and information. "Research suggests that 
the greater the subordinate's ambition, 
the greater the likelihood he [sic] will 
restrict, distort, or hide negative news.”4 
Subordinates must be convinced that their 
superiors welcome both good and bad 
reports and that no recrimination or re­
prisal will result. To properly assimilate all 
data into the necessary end product as 
well as to enable managers to make im­
provements where needed, it is essential 
that they have accurate reports that con­
tain both negative and positive informa­
tion. Upward communication is essential 
if managers are not to become informa­
tionally destitute.
Some of the more commonly mentioned 
obstacles to upward communication are:5
1. The managers' failure to discern the 
importance of perceptual differences be­
tween themselves and their subordinates. 
(E.g. it is typical for the manager to pos­
sess a "group view” and the subordinate 
to possess an "individual view.”)
2. The managers' failure to discern that 
the subordinate is keenly aware of status 
and authority and perceives the managers 
as power brokers.
3. The tendency of managers to
"share" everything with their subordi­
nates may be interpreted by the subordi­
nate as paternalistic, dictatorial or boastful 
behavior.
The solution or correction to the above 
obstacles may be within the manager's 
power. The stimulation of upward com­
munication may be enhanced by mana­
gers studying past encounters to deter­
mine whether their responses and reac­
tions contributed to communication fail­
ures. They then must take steps to im­
prove their communicative skills. Partly 
this involves being able to respond to 
negative news more intelligently so as not 
to block communication of this type of 
data.
Secondly, let us consider downward 
communication. The manager who wants 
to communicate must be aware of the 
power of non-verbal communication, 
must be able to take into account the 
unique qualities of each situation, must be 
sensitive to the gap created by superior­
subordinate relationships, and must ever 
guard against making decisions based on 
mere assumptions.
Effective communication is a must in 
any business endeavor or activity. How 
effectively do you communicate?
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